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HOW STATES CAN ACCELERATE COMMUNITY
COLLEGE INNOVATION BY SUPPORTING FACULTY

LEADERSHIP

BY DAVID ALTSTADT

States wrestling with the challenge of increasing community college student completion rates
recognize that a critical next step is building support among faculty for reform efforts. Faculty can
play a crucial role in bridging the historic divide between policy and practice. Empowering faculty to
take a substantive role in informing policy decisions, while also supporting pedagogical and curricular
changes in their classroom, has proven to be a successful strategy employed by several states.

Creating the state and local infrastructure to promote faculty
leadership in the reform process leads to better statewide
policy and stronger faculty buy-in, according to state and
college members of the Achieving the Dream, Developmental
Education Initiative, and Completion by Design policy network
participating in a December 13, 2011, meeting convened

by Jobs for the Future. Fifteen states are represented in

the network. Eleven of the states were represented at the
meeting, entitled “State Policy Infrastructure for Faculty
Engagement and Innovation Diffusion.”

Drawing on the experiences of the participating states,
attendees highlighted three key ways that states can help
institutions to deepen the engagement of adjunct and full-
time faculty in high-priority, completion-focused reforms:

STEP 1: Enlist faculty on state-level committees and
research projects charged with recommending policy and
programmatic changes.

STEP 2: Expand the availability of professional development to
prepare faculty for the need to teach differently.

STEP 3: Help faculty make better use of data on student
outcomes to inform classroom practices and state policies.

Meeting participants also filled out questionnaires on their
states' experience with engaging faculty in reforms. The
matrix at the end of this policy bulletin provides a cross-state
summary of their extensive efforts, describing the venues
states use to bring faculty together, how much data-related
professional development is offered, and how states are
incenting faculty participation. The matrix allows readers

to quickly understand the range of state activity and collect
new ideas for their own work.

STEP 1:
NURTURING FACULTY
LEADERSHIP IN POLICYMAKING

Several states have taken strides to empower faculty

across the state's community colleges to both develop and
champion student success initiatives. Representatives from a
number of states described their impressive recent activities
in this realm. For example, Virginia and North Carolina have
instituted formal systems for engaging faculty in standing
committees and research projects that are advancing major
changes in developmental education. When done well,
meeting participants explained, faculty members ultimately

This policy bulletin draws on Jobs for the Future's extensive work helping
states develop and promote sound policies and practice that create stronger
pathways from high school to and through college for low-income, minority,
and first-generation students.

David Altstadt is principal of David Altstadt Consulting, LLC.
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take ownership of a state's reform efforts and champion
them on campus.

“Now that we have invited faculty into the process of
redesigning developmental education, they have fully bought
into it,” said Michael Snider, project coordinator for the Ohio
Association of Community Colleges, which is the state's
policy liaison to Achieving the Dream and Completion by
Design. “We couldn't stop the momentum to change now
even if we wanted.”

The VIRGINIA Community College System has undertaken a
multiyear effort to overhaul the delivery of developmental
education across the state's 23 community colleges and 40
campuses. Although initiated by Chancellor Glenn DuBois
and supported by central office staff, the resulting large-
scale redesigns of developmental math and English have
been conceived and championed by committees consisting
of faculty as well as a range of campus-based administrators,
said Susan Wood, vice chancellor for academic services and
research at the Virginia Community College System (Asera
201).

Virginia convened a task force to shape the goals of
redesigning developmental courses, but at the center of

the state's participatory process were separate "“redesign
teams” for developmental math and English. These teams
conceived plans to divide developmental math into nine
modules and to integrate reading and writing curriculum

for remedial English, Wood explained. Each of the redesign
teams spawned a curriculum committee—consisting solely of
faculty from each college—to create a curriculum guide that
is aligned with the broader recommendations and outcomes
of redesign teams. The system office is currently assembling

individuals, including faculty, to lead campus implementation.

In NORTH CAROLINA, faculty at community colleges are leading
several policy-driven initiatives to implement new curricula
and improve student success. Through the Developmental
Education Initiative, the State Board of Community Colleges
is engaging faculty on committees tasked with making
pedagogical reforms to developmental education, said
Sharon Morrissey, senior vice president and chief academic
officer for academic and student services at the North
Carolina Community College System.

Also in North Carolina, the board has turned to faculty to
spearhead multiyear research projects to revise course
curricula through North Carolina's longstanding Curriculum
Improvement Project. Most recently, faculty worked on
curricular changes to programs and courses in order to
incorporate “green” skills into existing technical credential
programs, Morrissey noted. (For more information, see http://
www.successnc.org/initiatives/code-green-super-cip)

Faculty at five North Carolina colleges participating

in Completion by Design are addressing the range of
postsecondary educational concerns that affect completion,
including educational practice, data analysis and use,
leadership, cost efficiency, systems change, and policy. The
North Carolina Community College System is looking to

the faculty-led effort for concrete suggestions on ways to
improve completion across the state, Morrissey explained.

The MASSACHUSETTS Department of Higher Education has
worked hard to involve faculty in the policy and practice
work undertaken through the Vision Project, a public
agenda for higher education that calls for attention to
five key educational outcomes, such as college completion
and workforce alignment. Faculty are heavily involved in
Vision Project work groups charged with developing policy
recommendations, particularly in the area of student
learning. Faculty-led groups focused on improving student
learning assessment practices have also been extremely
active, reflecting the energy in the national discussion about
assessment and placement.

In Ohio and Michigan, non-state actors have taken strides to
engage and nurture faculty as leaders in policy change.

The OHIO Association of Community Colleges formed

a committee of faculty and other college officials to
recommend a series of policy and programmatic changes
to developmental education, said Snider of the association.
The OACC has built a reputation for brokering policy
reforms between colleges and the Ohio Board of Regents.
Most recently, it forged consensus among colleges for
recommended changes in state funding for higher education,
which now rewards community colleges for student
persistence and completion, not just enroliment. Ohio's new
performance-based funding structure measures student
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KEY BARRIERS TO FACULTY ENGAGEMENT

Meeting participants identified a number of obstacles that
states face in seeking to engage faculty in reforms. They
noted challenges in involving the vast number of faculty

in state-level policy discussions, building a culture of
professional development, and making institutional research
and data more accessible and relevant to instructors. And an
overarching sensitivity was the danger of burdening faculty
with many new responsibilities.

“As a former community college instructor, | have tremendous
respect for what faculty already do, often for low pay,” said
Lane Glenn, president of Northern Essex Community College
in Haverhill, Massachusetts. “Any effort by states to engage
faculty needs to balance efficiency and effectiveness to make
it as easy as possible for faculty to fit additional commitments
into their busy work schedules."”

Meeting participants noted that it is critical to focus equal
energy on engaging adjunct faculty, especially because
adjuncts teach so many developmental courses. Given their
heavy workloads, often spread across many campuses,
adjuncts often lack the time to join committees, evaluate
student data, or continue their professional development.
These are challenges states must face and overcome.

The participants explained that faculty, whether adjunct or full
time, struggle to make use of institutional research. On some
campuses, they noted, institutional research departments do
not guide faculty through queries about or the interpretation
of student data—even though these are the first steps toward
adjusting teaching strategies to improve student performance.

Finally, high-level governance structures have implications
for faculty engagement. For one thing, “decentralized” states,
in which community colleges are governed and operated at
the local level, lack clear authority to convene faculty across
institutions, let alone set state-level policy. In addition, unlike
secondary schools, postsecondary institutions have not
mandated teachers to complete continuing education courses.
Any effort to set a new standard may run up against stiff
resistance from faculty, particularly those who are unionized.

performance through developmental education, leading

college presidents to take a greater interest in developmental
curricula and processes and to support OACC's effort to
convene faculty and others to recommend changes, Snider
noted.

The newly formed MICHIGAN Center for Student Success
has launched a faculty leadership initiative to identify
faculty champions of reform on campus and throughout the
state's decentralized system of community colleges, said
Chris Baldwin, executive director of the Michigan Center
for Student Success. The first step is to convene a small
group of faculty to determine the targets of their policy
reform efforts, and then engage the broader community
of faculty to join the discussion. “Faculty engagement
makes the membrane between policy and practice

more permeable,” said Baldwin. “We are trying to put

in place an infrastructure so that faculty can inform
policy, not just respond to it."

STEP 2:

NURTURING FACULTY
DEVELOPMENT IN THE
CLASSROOM

Meeting participants recognized that
reforming state policy is less likely to
produce intended improvements in
student outcomes unless efforts are
also made to support change in
the classroom. Following up on
their efforts to engage faculty
in policymaking, states in the

“"FACULTY
ENGAGEMENT
MAKES THE
MEMBRANE
BETWEEN
POLICY AND
PRACTICE MORE
PERMEABLE,"
SAID BALDWIN.

policy network are taking
strides to strengthen faculty
professional development
opportunities.

ARKANSAS was singled
out for plans to
support faculty
through the
implementation
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of developmental education reforms. The Arkansas Center
for Student Success, an offshoot of the state’'s community
college association, is providing intensive, on-campus
coaching to faculty and administrators to help them
implement major reforms to developmental math and
English, said Mike Leach, the center’s executive director.

The Arkansas Center is also working with about half of the
community college campuses to form faculty inquiry groups
to guide remedial instructors on how to use research and
data in support of further refinements to the curriculum and
pedagogy, Leach explained.

"We often think of professional development as an activity
done individually or at conferences. Professional growth and
development can be an integral part of the work of teaching
that people do every day, and it can be collaborative with
colleagues,” said Rose Asera, an independent consultant who
presented at the meeting and is helping the Arkansas Center
develop faculty inquiry groups.

Asera described faculty inquiry groups as a way for
instructors to collaborate in identifying and investigating
guestions about their students’ learning, and then apply this
evidence in crafting curricula, assessments, and pedagogies.
These, in turn, become subjects for further inquiry. Faculty
inquiry will not happen by itself, Asera noted, but rather must
be shaped and directed. For starters, faculty participants
must determine important questions that need to be
answered about their campus.

Additionally, Arkansas is putting developmental education
faculty through a week-long training program modeled after
the highly regarded Kellogg Institute, which the National
Center for Developmental Education created to aid faculty
on instructional design and development, assessments

and placements, academic support services, and outcome
assessment and program evaluation. (Virginia also offers a
mini-Kellogg Institute for developmental education faculty.)

It is important to offer professional development in ways
that are best suited for the learning styles and situations
of faculty, said Barbara Bonham, senior researcher and
professor at the National Center for Developmental
Education. Developmental education instructors need

flexibility to complete learning activities on their own time
because so many teach part-time, Bonham explained. She
noted that Honolulu and Valencia Community Colleges use
Web-based technology to deliver professional development.

Meeting participants remarked that states historically have
not done much to support professional development among
college faculty, particularly those teaching developmental
education. They acknowledged that a developmental
education faculty well-seasoned in data analysis and
evidence-based teaching techniques could ultimately inform
effective public policy, and engaged in a rich discussion

of how to incentivize faculty participation in professional
development.

STEP 3:
NURTURING FACULTY CAPACITY
TO USE DATA

Meeting attendees examined strategies for engaging faculty
as users of data and research to inform both policy and
practice. They noted that disseminating data to faculty can
build an understanding of—and support for—the need for
change and the curricular and pedagogical changes shown to
be most effective at improving student success. At the same
time, they discussed the need for faculty to initiate their own
data queries in order to learn first-hand about causes of their
students’ performance and to evaluate potential solutions.

“States and colleges need to support a culture of
experimentation,” said Greg Stoup, vice president of
the RP Group and leader of the data discussion. “When
complementing classroom experiences, data can guide
faculty members in testing different teaching strategies,
which ultimately could inform policy decisions.”

Institutional research can give focus to faculty inquiries.
Meeting participants discussed the need to instruct faculty
in using institutional research as yet another form of
professional development. Stoup presented several tips

for guiding faculty through queries and interpretation of
student data. Rather than merely provide data in response to
requests, institutional research departments should engage
faculty in dialog about what faculty seek to find out and
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FACULTY INQUIRY INFORMING STUDENT SUCCESS STRATEGIES IN CALIFORNIA

Two foundation-supported initiatives launched faculty inquiry groups at 25 community colleges in California to help
faculty members uncover why students struggle in developmental education courses and to test strategies for improving
student performance. The experience of those groups can inform state-level discussions about faculty engagement
focused on improving student completion.

Strengthening Pre-collegiate Education in Community Colleges, co-sponsored by the Carnegie Foundation for the
Advancement of Teaching and the William and Flora Hewlett Foundation, operated across 11 community colleges from
2007 to 2009. SPECC colleges created professional development opportunities for educators to collaboratively examine
student work, assess and redesign the curricula for developmental courses, create common assessments, and look deeply
at obstacles to or supports for improved learning and teaching (Carnegie Foundation 2008; Huber 2008).

SPECC campuses explored many models for bringing people together in faculty inquiry groups. Some groups involved
colleagues from across disciplines; some were specific to teachers of sections of the same course.

- At Laney College, vocational education teachers conducted “reflective inquiry,” including research into student
demographics, scores on placement tests, and student reading assessments. Somewhat to their surprise, the faculty
participants found that their students were similar in many ways to those taking basic skills English and math.

+ Basic skills faculty at Cerritos College conducted student surveys, which uncovered surprising differences in the
demographic profile of the students taking developmental mathematics and English, leading instructors to refine their
teaching strategies to fit the different needs of older math students and younger students in English classes.

A faculty survey found that participation in faculty inquiry groups led to experimentation with teaching strategies,
confidence about meeting student needs, reenergized teaching, higher expectations for student learning, and evidence
that student learning has improved. At the JFF convening, Rose Asera noted that the reputations and leadership skills of
participating faculty members often influenced the success of the groups.

The Hewlett Foundation also sponsored Bridging Research, Information, and Culture (BRIC) from 2010 to 2011, seeking to
strengthen cultures of inquiry and evidence in the California Community Colleges System through three complementary
activities:

* BRIC provided technical assistance to 15 colleges to strengthen collaboration among institutional researchers, faculty
members, and student services professionals, with the goal of improving meaningful and rigorous collection of
information and applying these findings to inform college practices.

» BRIC made available a suite of resources to the entire college system, including a series of inquiry guides, free one-
day regional professional development opportunities, and online tools such as webinars and narrated PowerPoint
presentations.

» BRIC collaborated with the RP Group to provide dedicated support to institutional researchers and planners, including
the dissemination of resources, data tools, research strategies, and professional development opportunities. This
collaboration helped streamline reporting responsibilities, allowing institutional researchers to spend more time
engaging in meaningful data use conversations on campus (BRIC 2012).

Greg Stoup, vice president of the RP Group, reminded participants at the JFF convening that colleges must provide time
and space for faculty members and institutional researchers to delve deeply into an inquiry and to turn data into action.
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adjust data queries accordingly. In sharing data, it is best to
present it in graphics and charts that can tell a story about
student performance, as opposed to statistical tables that
can lead to confusion and multiple interpretations, he added.
When research is presented well, Stoup concluded, data can
help faculty develop a theory for change and implement
successful innovations.

RECOMMENDATIONS

Informed by their states’ experiences, meeting participants
discussed several critical and effective strategies for
creating the infrastructure to develop faculty as change
leaders.

HANDS-OFF SUPPORT FROM THE TOP

In Michigan, Baldwin said that engaging faculty
would fail if it came as a directive from college
presidents. On the other hand, states with
centralized systems have demonstrated
that state and college leaders can play an
important role in articulating the need for
policy and programmatic changes and
for faculty participation in the process,
Morrissey and Wood agreed. Yet, they
added, even these officials must be
willing to step aside to allow faculty
to lead redesign efforts. Otherwise,
faculty may become suspicious of the
state's intent and ultimately turn
against proposed reforms.

“ALLOWING
FACULTY TO
OWN AND DIRECT
PROJECTS...
ALMOST ALWAYS
... RESULTS IN
BETTER SOLUTIONS
AND MORE BUY-IN
THAN WOULD HAVE
OTHERWISE OCCURRED,"
EXPLAINED MORRISSEY.

Wood noted that Virginia
Chancellor DuBois took a
hands-off approach to
advancing reforms to
developmental education.
Although the central
office staffed redesign
committees, committee
members ran the
meetings and
developed the policy
reform agenda.

North Carolina took a similar approach. As Morrissey
explained, “By allowing faculty to own and direct projects,
the unexpected happens. But almost always it results in
better solutions and more buy-in than would have otherwise

occurred.”

SELECTIVE FACULTY APPOINTMENTS

The community college systems in both Virginia and North
Carolina take great care when picking faculty for committees,
but their selection processes differ. To build a sense of
competition and elite status for its developmental education
committee, Morrissey said, the North Carolina Community
College System has asked colleges for faculty nominations. In
Virginia, the central office invites faculty members who they
deem can add the most value to a particular stage of policy
reform. Wood said the central office has filled committees
with long-time contributors and new voices, as well as both
proponents and skeptics of reform.

INCENTIVES FOR COMMITTEE PARTICIPATION AND
PROFESSIONAL DEVELOPMENT

Recognizing the potential time and financial burdens of
engagement in policy and curriculum reform efforts, several
states have provided incentives to faculty participants. In
both Virginia and North Carolina, faculty members who
engage in state policy committees receive teaching release
time. North Carolina also offers travel stipends, using grant
money to cover the cost. Incentives for research projects are
more substantial. The Virginia Community College System
awards grants to faculty members who conduct research

to inform curricular redesigns. North Carolina has similarly
granted faculty sabbaticals to focus on research and design
recommendations for programmatic and curricular changes.

In the case of professional development, the participants
noted three key ways that states could take a more active
role in expanding access: fund professional development;
mandate it; and create incentives for faculty to get it.

FUND PROFESSIONAL DEVELOPMENT: Arkansas has several
grants to support reforms to developmental education.

The state is using about half of these funds to provide
professional development to faculty as mentioned before.
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MANDATE PROFESSIONAL DEVELOPMENT: Three years ago,
in an effort to reform developmental education, the Arkansas
legislature required that faculty receive professional
development. No other state in the policy network has

such legislation, although Ivy Tech, the community college
system for INDIANA, requires that all new faculty attend a
"boot camp” and receive mentorship from a veteran faculty
member. And in OKLAHOMA, Rose State College has developed
a course catalog of continuing education units (CEUs) and
requires that new faculty complete six core courses.

Meeting participants noted that states have long required
secondary-level public school teachers to complete
continuing education courses. States could consider
requiring postsecondary faculty to earn CEUs that promote
high-leverage change strategies—and to reward them with
some form of credential, said Bonham.

INCENTIVIZE PROFESSIONAL DEVELOPMENT: Indiana’s Ivy
Tech gives faculty release time for participating in the boot
camp. To entice veteran faculty to earn CEUs, Rose State
College in Oklahoma gives a cash payment for completing 15
units and an iPad for completing 30 units. As a result, more
than half of faculty members have enrolled in the courses,
said Jeff Caldwell, associate vice president for academic
affairs at Rose State College. "It has built a culture focused
on quality and continuous improvement,” Caldwell added.

DATA-INFORMED DECISIONS AND ACTIONS

Meeting participants noted the power of using data

and inquiry to guide experimentation and continuous
improvement in faculty teaching strategies—and ultimately

to inform policy and programmatic reforms stemming from
the faculty. Disseminating data to faculty on committees and
throughout college systems can help faculty understand their
students’ experiences and outcomes better, increase faculty
demand for data, and build faculty support for the urgent
need to address the status quo. In Virginia, Wood noted, data
has strengthened anecdotes based on classroom experiences
into evidence worthy of guiding committee decisions.

CLEAR DECISION-MAKING PROCESSES

Recognizing that disagreements are an inevitable yet

important part of committee work, states have sought ways
to conclude debates appropriately and move to making
decisions. Wood described how committees in Virginia settled
disagreements through majority rule. It took the air out of
heated debates because committee members realized that
they did not need to reach full consensus, she added.

"It was important that everyone around the
table had a voice in decisions, particularly those who tend
not to speak up during disagreements,” Wood said.

BROAD FACULTY BUY-IN

States, often in concert with faculty members sitting
on committees, have taken great strides to reach out
to the broader community of faculty to seek their
input and support for policy reforms, meeting
participants explained.

Virginia formed an online forum to disseminate
information about developmental education
best practices and about proposed reforms.
The site also enabled faculty across

the state to share their policy and
programmatic ideas for developmental
education and inquire and opine about
committee decisions, Wood said. Some
faculty were suspicious of committee
recommendations because they

were not involved in committee

work. While central office staff

addressed most user comments,

committee members took it

upon themselves to respond 4T WAS
to .the more vitriolic posts. IMPORTANT
This bolstered the role of
; . o THAT EVERYONE
aculty in championing
AROUND THE

reforms and dispelling

TABLE HAD A VOICE
IN DECISIONS,"”
WOOD SAID.

the concerns of their
colleagues, while
minimizing the

HOW STATES CAN ACCELERATE COMMUNITY COLLEGE INNOVATION BY SUPPORTING FACULTY LEADERSHIP | WWW.JFF.ORG 7



POLICY BULLETIN

perception that the central office was pushing programmatic
reforms without faculty input, Wood added.

To further build buy-in, Virginia has held discussions on
developmental education reforms as part of an annual
conference of faculty. In North Carolina, faculty involved

in committee work took the initiative to plan their own
conference with fellow faculty in order to share proposed
policy reforms. Several states, including Ohio, Massachusetts,
and SOUTH CAROLINA, are using large-scale meetings as a
venue to discuss the need for developmental education
reforms and to build support for particular policy ideas.

NEXT STEPS

The JFF convening highlighted the efforts of several states to
engage faculty in student success initiatives. In many cases,
states have bolstered engagement in a particular activity—in
policymaking, in data analysis, in professional development-
that may conclude once the initial funding ends or the
objective is achieved.

The immediate challenge for states is to establish permanent
structures for nurturing faculty leadership in policy and
practice to support continuous improvement, concluded
Michael Collins, associate vice president for postsecondary
state policy at JFF.

"Only then can states ensure that innovative ideas for
improving student success in community colleges are
diffused between and among colleges and their faculty and
implemented both in policy and in the classroom statewide,”
Collins concluded.

CROSS-STATE MATRIX OF
FACULTY ENGAGEMENT EFFORTS

Representatives from the 11 states attending the December
13, 2011, meeting entitled “State Policy Infrastructure for
Faculty Engagement and Innovation Diffusion” provided
answers to populate the following matrix. This matrix can
serve as a resource for state policymakers assessing what
their peers from other states are doing to nurture faculty
leadership and engagement.

Some high-level trends from the states include:

- In seven states, faculty members participate in state-
level groups that recommend policy and programmatic
changes to developmental education.

+ Nine states provide faculty with training on how to use
data.

Three states make data readily available to faculty
without request. Three states are building comprehensive
data systems to expand data access. Two states provide
detailed data to faculty involved in redesign efforts.

+ Five states offer incentives, such as release time and
travel stipends, to encourage faculty to participate
in policy discussions and professional development
opportunities.

Technology use and evaluation of the impact of faculty
engagement strategies are lagging.
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COMPLETION BY DESIGN is a five-year
community college redesign effort focused on
raising community college completion rates for
large numbers of low-income students under 26
while containing costs, maintaining open access,
and ensuring the quality of community college
programs and credentials. Completion by Design is
an initiative of the Bill & Melinda Gates Foundation's
Postsecondary Success Strategy.

WWW.COMPLETIONBYDESIGN.ORG

ACHIEVING THE DREAM is a national nonprofit
leading the nation’s most comprehensive non-
governmental reform network for student success
in higher education history. The Achieving the
Dream National Reform Network, including

nearly 200 institutions, more than 100 coaches
and advisors, and 15 state policy teams—-working
throughout 32 states and the District of Columbia—
helps 3.75 million community college students
have a better chance of realizing greater economic
opportunity and achieving their dreams.

WWW.ACHIEVINGTHEDREAM.ORG

The DEVELOPMENTAL EDUCATION INITIATIVE
builds on the foundation of Achieving the Dream,
adapting it to the challenges associated with
students who enter community college in need of
remediation. Six states—Connecticut, Florida, North
Carolina, Ohio, Texas, and Virginia—are committed
to an aggressive policy and capacity-building
agenda to support their community colleges’ efforts
to improve success rates for students in need of
developmental education. MDC is the managing
partner of the Developmental Education Initiative.
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JOBS FOR THE FUTURE

JOBS FOR THE FUTURE identifies, develops, and promotes education

and workforce strategies that expand opportunity for youth and adults who
are struggling to advance in America today. In more than 200 communities
across 43 states, JFF improves the pathways leading from high school to

college to family-sustaining careers.
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